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Ccorp o  !  .  i(n**tc!,  Colonel  ,  Infantry 

For  Irprovin,"  P’*oft  s  iono.l  ism  .  .  .  Quick  r’ix 

Fora" 


It  is  axiomatic  that-  n  quality  all  volunteer  \vv:y  st 
oa<-  1st  of  trooo  unite  commanded  nnd  sta  f  fed  '  y  off  leers 
' :  "rrt  in  their  bnsiues  ,  i.o.,  profess  i  crnlr ,  ’J’hifc  ct;’ 
inqi tiros  whether  officers,  during  their  nir]-cni*ecr  yearn, 
spend  coouph  tine  "ith  troops  to  boco-r  fully  qualified, 

T’no  study  sample  conn  i  r;ts  of  a  -roup  of  Infantry  officers 
considered  for  promotion  to  colonel  in  If1?!,  Analysis  cf 
their  last  f  o’ctecn  a*s  iynnonts  sho'.’s,  o-i  the  overage, 
they  spent  25%  of  the  tine  with  troops  in  ass i^nments  last- 
i n p  10.5  rient'u;  each.  This  is  not  considered  c«nouf,h . 

Although  the  Officer  Personnel  !.au.'.peir.ent  System  s.oeks 
{•"proved  officer  profess  ion  a  1 }  r;n:  thro"p.h  voro  concentrated 
ascipnr.cnt  patterns,  its  relatively  loop  ranpf  measures 
fail  to  provide  the  into  inn-net  needed  dorinp  this 

yenr,r-  drive  to  achieve  an  -'ll  volunteer  Arnv.  It  i  con¬ 
cluded  that  rod  if  icd  a^s  p-runon**  pel  joy  is  the  key  to  rapid 
amelioration  of  profess  i**m  1  iso.  problem*: .  The  recommendation 
i s.  made  to  change  ass  ip’T.iont  stab i  1  izat  i cn  el  icy  no  ,  to 
" 5 ve  hipho*  *•  priority  to  troop  duty. 
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Average  troop  duty  compared  to  total  months 

Ave rnyo  dura  t  i on  of  troop  duty  assignments 
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Actual  versus  Theoretical  ass  laments  of  five  officer 
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•ArT'Tf'(!  0 

.  ,  .  we  have  relearned  tT’o  Ir'-rorv'  ft-om 
our  Vletmra  evnrr tcnoo.  Vr  havr  looped 
n.~ain  that  discipline,  morale,  in'!  ,n1jr 
esprit  deteriorate  in  n  system  hi^h  pot- 
nits  constant  rotation  of  personnel  *nd 
that  the  profess  ionn  1  offl  cm  or  e,  55 
-»  p-ooii'Ot  of  a  1  1  f  et  ir’Q  of  r.  t| i »d  *'  a n> ^ 
or.  per  lcn  ce~.^~ 

Those  are  the  words  of  still  another  Army  pf  f  j  c0f  writ  in  °h 
Amy  problems  in  the  aftermath  of  the  Vietnam  vat.  During  an 
unparalleled  t’r.m  ef  introspection  the  Arm"  h^,.  been,  for  th-% 
past  for  'mars ,  try  in"  to  rebuild  its  es  once  we  1  ]  -.5  it" 
fmape.  For  rebuild  ir  must,  in  order  to  -ttp-,^  and  rnt ^  i ^  hlyh 
qu  ilit"  youth.  The  ureency  or  che  rcq**l**rm,'P»:  enph^r  i/eu  j,” 

the  President*?  objective  **o  achieve  -'ll  voln^j.rpr  military 
force"  by  Jul"  1073.  This  e-say,  li!<e  other  r^cCvt  stud  its, 
attempt-  to  ev"'i-1jrt  one  of  the  causes  of  the  r}pCiino  0f  \rtny 
proteen  ionn  1  i  sm;  it  recommends  a  relatively  q\j  »cv  rcir,r,p.  ns  vel* 
The  task  of  improving  the  Army  clearl”  'ipe  reteiVr,i  itself 
into  one  of  improvin'  professionalism.  ipitl^uy  there  was  n 
ood  bit  of  emphasis  (perhaps  over  emphasis)  r>,  correctin''  the 
aspects  of  Army  life  that  irritate  soldiers.  xhA'^*  often  the 
odrm  Volunteer  Army  Propram  (  VA)  was  launched  in  1970,  nhv 

*John  D.  "rueTi,  I.TC,  "Pepcrcvs- iens  from  t),c  Vietnam  -'Obm 
■ration  Decisinm,'  Parameters ,  (Rnrin--  unmer  I072)*  P.  3h. 


poonle  thought  of  it  as  being  synonymous  with  GO  CO  Girl1',  boor 
in  the  barracks,  cessation  of  Reveille,  and  a  smooth  man  tel  liny, 
a  TV  .nidi once  "The  Army  Wants  to  Join  You."  IHit,  from  its  incep¬ 
tion,  the  main  thrust  of  MVA  was  on  improving  professionalism. 

The  objective  of  this  Army  IV o 'yam  is  to 
expedite  the  development  of  a  capably  led, 
highly  competent  fighting  force  which 
attracts  motivated,  qualified  volunteers,- 

Two  categories  of  action  were  specified  to  ecncratc  improvement: 

A,  Strengthening  Professional  ism- -To  build 

Positive  Incentives  to  Service 

B.  Improving  Army  l,ife--To  Reduce  the  Sources 

of  Dissatisfaction 

Actions  in  the  firsthand  eruc  in  1-. category 
are  directed  toward  improving  professional 
competence  and  building  among  Army  men  and 
women  of  all  ranks  a  strong  sense  of  accom¬ 
plishment  and  achievement  in  performing  an 
important  job  well.  These  arc  the  real 
attractions  of  soldiering,  and  the  source 
of  motivation  and  pride  which  sustain  a  fine 
Army. ^ 

Reports  of  analysis  of  MVA  actions  consistently  point  up  the 
overriding  importance  of  professionalism.  In  a  study  contracted 
by  the  Army,  the  Systems  Development  Corporation  states,  "Action*: 
in  the  Professionalism  class  arc  generally  higher  in  retention 
impact  than  those  in  the  Army  Life  class, Elsewhere  in  the 


a 

Department  of  the  Army,  Deputy  Chief  of  Staff  for  Per¬ 
sonnel,  The  Modern  Volunteer  Arm*'  -  A  Program  for  Professionals 
(l°7l ) ,  p.  1. 

^  Ibid . ,  p,  5. 

^System  Development  Corporation,  Analysis  of  NVA/VCIAR 
actions  Impact  on  Soldiers*  Attitudes  Toward  the  Army  and  on 
Retention  (lr>  September  1°72),  p,  1-23, 


report,  the  rcconmendati on  is  made  that: 

(Vera  11  emphasis  should  be  placed  upon  actions 
that  support  professionalism;  emphasis  in  the 
Army  Life  area  should  in  most  areas  be  placed 
upon  implementing  no  or  1  on  cost  actions. 5 

Since  it  is  assumed  Army  professional  ism  depends  on  leaders, 

it  follov.’s  that  strengthening  the  professionalism  of  the  officer 

corps  should  be  a  high  priority  task.  Former  Chief  of  Staff, 

Concrn  1  William  C,  Westmoreland,  accorded  it  just  such  priority. 

In  a  significant  initiative,  he  inaugurated  the  new  Officer 

Personnel  Management  System  (OPI-S)  which  is  designed  to  "decrease 

'ticket  punching'  by  providing  multiple  pathways  to  success , 

This  new  system  grew,  at  least  in  port,  out  of  the  realization 

that  officer*  were  jumping  around  from  job  to  job  hurriedly 

trying  to  learn  everything.  In  I960,  Colonel  Walt  Ulmer  summed 

it  up  in  a  generalization-specialization  study: 

The  present  officer  assignment  policies, 
whic’-'  have  the  appealing  attribute  of  great 
reliance  on  individual  initiative  and  creation 
of  the  generalist,  also  contribute  to  frequent 
changes  of  duty  .  ,  .  The  current  system  doer, 
not  adequately  insure  that  the  officer  skills 
which  arc  essential  to  perform  the  day-to-day 
tasks  are  available,^ 


^System  Development  Corporation,  p,  1-26, 

Department  of  the  Arm”,  Department  of  the  Arm”  fess.a,  r 
240P00  Apr  72:  The  Officer  Personnel  Management  System  (April 


p.  1.  (hereafter  referred  to  as  "( !\  LS  Message"). 
'Walter  F.  llmcr,  Jr,,  ITr,  Concepts  of  Conor a liz at  ion 
Spec  i  o  1  ]7at  i  on  in  Officer  Career  Lana ’-orient  riies  is  (Cnrlisl* 
barracks,  i  arch  1 ouo) y  np.  Sg.Ao. 
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p-y  adoptin'!  CPMS  Army  personnel  wanapwrs  admitted  pint-  emphasis 
on  yoncra  liza  t  ion  war  overdone;  that:  officers  '.lid  not  spend 
Ion'*  enough  in  any  onr  jol  to  becoi-m  fully  qualified.  Sadly, 
t'm  jobs  "bore  this  lark  cf  professional  jsm  bad  tbc  most 
dninayiny  impact  were  those  with  trooos. 

The  VA  Pro, "ram  recoynizcd  part  of  this  problem  by  estab¬ 
lish  iny  a  sub-objective  of  "increasin'’  the  stability  of  command 

O 

ass i"nmcnts , It  war  stated  that,  "to  exorcise  effective 
leadership,  commanders  most  attain  a  thoroir  h  familiarity  with 
their  jobs  and  their  mon.,,Q  Action  was  taken  earl”  to  accom¬ 
plish  this  particular  stabilization  objective.  In  October  1970. 
hr  bade  and  battalion  commanders  were  ordered  stabilized  for 
18  months  minimum;  and  in  arch  1971,  company  commanders  for 
12  months,^ 

Any  policy  designed  to  keep  commanders  in  place  Ion per 
ranks  close  behind  motherhood  in  general  popularity,  hut  what 
about  other  officer'-  servin'*  with  troops?  Are  the  commanders 
th**  only  ones  who  nc^d  to  be  stabilized?  What  about  the  XG’s, 
staff  offieor'-,  and  platoon  loaders?  And  v.’hat  about  t’io  exper¬ 
ience  of  these  brigade  and  battalion  commanders  we  are  loekinr 
in  for  18  months  or  more.  Have  they  line!  a  background  of  troop 
duty  duriny  their  development  years  adequate  to  prepare  then  for 

The  Modern  Volunteer  Army,  p,  23. 

^ Ibid . ,  p.  25.  “ 

^’interview  with  R .  Salvador,  PTC,  Office  of  the  Deputy  Chief 
of  Staff  for  Personnel,  IS  Army,  V/nshiny  ton,  27  September  1072. 
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their  job?  In  otd*r>.-  words,  nr*'  Arm"  officers  yottin*’  enough 
troop  dut"?  To  inswr>r  the  mmrf Inn  veniijres  ana lys ie  of  the 
f  n'ftm'p  0f  f\  r.p^plr  p*’nnn  to  ^r»(‘nn'n]np  Jr  f  i  rf  T'‘  Spoi^d  oro*,r>H. 

tlmtp  v’  1  t*h  troops  p** f or  *-n  ,iw'  vbilo  en**w»np i-«f  *•«  attain  a 


th  or  o’  i  ’  r  *  1  * a  ’■  5  t  *  ■  *  ■ :  t  '■  t*,f  '■*  'ohr  and  their  non. 

ITAMTRV  '  FPKT .  TRCC P  n”TV 

or  t^e  purpose  nf  this  analysis,  troop  duty  ie  dr.fi "op 
on  '•ry  a.rs  !'”'»*»- nt  at  division  or  comparable  level  2nd  pr i  ny , 

Tpr  <•  vi'l]  n  polpctO'l  fo**  OYfllM  1  na 1  1  On  ir  Cf  the  rOUp  nm. 

■  pi* vf'1  for  nroriot  1  on  to  Color*'  1  by  the  1071  Pro*-o(  lor  board,'' 
Fanple  s  ire  war  limited  by  cons  ldor iny  only  the  careers.  of 
InfmVry  of  f  icem .  The  compon**nt.e  of  the  sample  are  idontif  lot! 


on  rieeMnc  prints  in  Anmv  A  as  folio*  •  : 


Secondary  Zone  Selects 

Cp  5  ' 

os . 

1- 

15 

Pr iirarv  err*  '’elect*' 

Cp  1 

or . 

1- 

110 

Pr  i  mar  y  Z  or  e  ; ;  on-  s  e )  o  c  t,: 

'’n  2 

os . 

1- 

2b’> 

Information  was  obtained  from  the 

Cf  f  5  err?, 

Mas 

t  or 

Fi 

incltidiny  ass  ipjvacnt  bistory  fp  e  ...previous  Ami  nnc  nt  Area ) 
cover  iny  the  V'  most  recent  ass  ipnr  r  nt  n .  Th#  da ta  o  1  omen t  PACi! 
displays  da  ter,  total  months  soviet,  or;  an  i/at  1  cr  ,  location 


^  M  'S  Department  of  the  Army,  C  ircol'*r  ,,o.  A2A- 15:  Promotions- 
Rf’Crew  dec!  lists  for  Temporary  Promotions  to  Colonel,  Army, 
Chaplain,  (brawn*  B  Amy  Corps,  and  Array  Medical  Department 
(8  December  1 °7 1 ) . 

“IIS  Drpartr,c,'t  of  thr*  Amy,  Deputy  Chief  of  Staff  for 
Personnel,  Sc  lection  noard  Actions  Report:  PCjPFK  3A  (1  Sept  ember 
1°71). 


j 


1 3 

and  job  description,  fo  protect  the  identity  of  members  of 
the  sample,  t.  F  war  queried  through  the  Inquiry  Report 
Generator  System  (IKGS)  usinr  Social  Security  lumbers  rather 
than  names, ^  ARsipnnent  d"tn  were  compiled  by  annotatin'1 
troop  assignments  on  the  machine  print  then  addin"  and  comparing 
the  number  of  assignments  with  troops,  total  months  with  troops, 
and  total  months  service  of  each  officer.  In  some  instances 
data  did  not  print  properly  or  was  obviously  garbled.  As  a 
result,  the  rouns  are  only  approximately  90%  complete  as 
reported  in  the  PCS PER  36, 

The  results  of  the  analysis  follow: 

Avers? o  troop  duty  conns  red  to  total  months 

Secondary  one  Selects  39  of  12!  -  307. 

Primary  one  Selects  A?  of  160  -  307 

Primary  one  on-Selccts  30  of  173  •  17% 

Overall  37  of  167  -  2576 

'Hie  assignment  history  of  tiro  sample  spans,  on  the  average, 

the  10th  to  2lst  years  of  service  when  the  officers  served  ns 

captain,  major,  and  lieutenant  colonel.  We  can  see  that  ditrinp 

this  nid-caroer  porioel  Infantry  officers  are  serving  about  nnc- 

fourth  of  the  time  with  troops,  Thu  best  of  tie  protip,  those 

selected  for  prompt  on  to  colonel,  served  just  30%  of  the  time 

with  soldiers.  That  docs  not  scorn  Ion'  enmiyh  even  to  stay 

i  a 

L  IS  Department  of  the  Army,  VS  Army  Personnel  Information 
Systems  Command,  Users,  Information  ..antia!  -  CMF  (1  August  1970), 
16 US  Department  of  the  Arrty,  US  Army  Personnel  Information 
Systems  Command,  I  KGS  Users  anu.al  (17  ovembor  1971), 
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cm rron.t  on  the  jargon  of  young  soldiers ,  lot  alone  tactics, 
weapons  ,  communication"  ,  maintenance,  adninistrat  ion,  r  t  al . 

To  dctrrm  i  tio  duration  or  stability  of  troop  ass  5 "nr  cuts , 

the  total  of  troop  duty  months  of  each  groin  war.  divided  by 

tiic  total  number  of  separate  troop  art  i « prior  ts  • 

Average  duration  of  troop  dut*1  assignment" 

Secondary  Zone  Selects  0 . 5  months 

Primary  one  Selects  11.  months 

Primary  one  on-so leers  1],  months 

Over  a 11  10,5  months 

This  illustrate"  that,  on  the  nvrran  ,  Infantry  officers  stay 

in  one  troop  job  Ions  than  the  tine  required  to  complete  ore 
annual  division  trainin'*  cycle.  In  this  environment,  for 
example,  a  major  can  be  assigned  as  S»3  when  his  mochan  jred 
Infantry  battalion  is  ennaged  in  squad  level  trainin'*.  He 
remains  v.’ith  the  battalion  through  successive  stares  of  train¬ 
in'*;  then  when  the  unit  moves  out  for  its  final  combined  arms 
test,  lie  moves  out  to  Corps  Headquarters,  DA,  graduate  school, 
or  what  have  you. 

The  f ive  examples  from  Croup  1  on  Pape  8  show  bow  troop 
assi  ument  time  compares,  typically,  with  other  types  of 
duty.  In  addition  to  showing  relatively  short,  infrecpient  tours 
with  troops,  these  examples  illustrate  another  aspect  of  the 
problem-- Inch  of  continuity  of  troop  experience.  Only  one  of  the 
five  officers  had  troop  experience  within  four  years  of  assumption 
of  battalion  command;  none  of  them  had  rccont  experience  below 
d  i  v  i  r  i on  1  eve  1 . 
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Off icrr 

o. 


Year 


Dun  Cion 
(onth:: ) 


I 

i 

I 

i 

\ 

i 


Jo' 


50 


51 


94 


105 


107 


1055 

Co  CC  US 

5 

1950 

Kocr.  Off  US 

~3 

1056 

Ah!0  ’!S 

25 

1058 

Instr  J'JTC  l^S 

8 

1059 

Co  C(.  US 

15 

I960 

K0TC 

52 

1 060 

Advisor  I'ACV 

28 

1Q67 

Bn  CO  Cprmnv 

24 

1956 

H0TC 

41 

1050 

Instr  Bonn  in" 

61 

1966 

Bdo  S-3  Gorman v 

22 

1966 

Armor  Ctr  Knox 

18 

1067 

!)lv  Hci  Vietnam 

4 

1968 

Bn  CO  Vietnam 

10 

1060 

DA 

36 

10  56 

Aide  USMA 

35 

1959 

Staff  Hominy 

38 

1962 

Instr  USMA 

61 

1Q67 

!!q  USAHV 

5 

1968 

Bn  CO  Vietnam 

7 

1968 

USD 

17 

1970 

Fac  AV/C 

28 

1961 

Co  CO  dormant 

12 

1962 

Gp  Adi  Germany 

8 

loo3 

Gp  Asst  X0  Germany 

13 

1Q64 

CCNARC  Hq 

23 

1066 

Advisor  .tACV 

14 

1067 

OPO 

34 

1970 

Bn  CO  Korea 

6 

1971 

r01v  /-m  l  ■  -Korea  _ 

‘  6 

1Q54 

Co  XO  US 

15 

1055 

Bn  S-2  I’S 

12 

1«56 

Instr  bonniny 

31 

1050 

KOTC 

6  6 

1966 

Advisor  MACV 

19 

1966 

DA 

37 

1970 

I!n  CO  I’S 

0 

J 


CAREER  I!ANAGEMEn'T 


To  understand  why  these  Infantry  officer''  spent  so  little* 
time  v i th  troops,  we  must  review  the  policies  which  "nr'ed 
their  career  planning.  The  assignment:  hist or"  of  tho  group 
*'nans  the  Interned  into  Professional  Development  Period  (°-15 
years)  and  part  of  the  Advanced  Contribution  and  Development 
Period  (lh-23  year*')  a*  described  in  Department  of  the  Army 
career  planning  "uidnnee.  ;ccordinn  to  this  guidance,  Infantry 
career  objectives  include  troop  staff  and  command  duty  at 
battalion,  brigade,  and  division  level.  However,  the  follow¬ 
ing  additional  objectives  are  also  listed: 

Service  school  instructor  duty 
Civilian  component  duty 
Duty  with  i  AACs  and  is?  ions 
Attendance  at  SSC,  CGSC  or  AFSC  for 
selected  officers. 

That  is  a  tall  order.  Colonel  timer  points  out  that  even 
if  an  officer  moves  every  17  months  he  cannot  achieve  all  tin* 
objectives  listed, In  addition,  during  this  period  many 
officers  study  to  complete  advanced  degrees  and  serve  in  DA 
and  hi  -her  level  staff  positions.  Since  all  of  the  above 
ass  lgnments— orcept  troon  duty--usua ' ly  involve  stabilized 
tours  of  one  to  three  years,  it  should  not  he  surprising  to 

*'US  Department  of  tho  Army,  Department  of  the  Army  Pam, 
phlet  o,  600-3:  Career  Planning  for  Army  Commissioned  Officers 
(1  August  1970),  p,  7-2 fi. 

1  rimer,  p.  31 . 
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discover  troop  duty  bciny  short- chanced.  In  fact,  one  '•oction 
of  DA  Pamphlet  600-3  norms  to  discourage  troop  duty  with  the 
words  : 

The  frequency  of  recurrent  nrsiynmcnt  to 
troop  duty  varies  depend inp  on  individual 
branch  requirement*  and  ordinaril”  will 
decrease  with  lenyth  of  service. ^ 

Therefore,  it  appears  the  Array  places  the  importance  of  troop 

duty  d urine  mid-career  behind  duty  with  hiyh  level  staff,  *'AArr- 

!',issions,  Service  "chools,  and  Civilian  components . 

There  arc  outside  pros  surer;  to  reduce  even  further  the 
nmoira*"  of  time  available  for  service  with  troops-- ir  the  name 
of  inprovinp,  professionalism.  For  example,  writ  inn  on  Army 
professionalism  in  Fore  i  <:  n  Af  f  a  Ivy  ,  Robert  Cinsbur  h  would 
develop  greater  all-around  military  expertise  by  Increasing 
nobility  am, on"  tire  services.  'Jc  advocates  development  of 

1  L 

expertise  whiclr  transcends  that  of  the  individual  service,1 
In  his  booh,  The  Professional  Soldier,  Morris  Janowif"  Deists 
out  *"v,o  persistent  propensity  o*  hiyh  rankiny  military  leaders 
for  staff  wo^k, This  is  not  rur  pr  is  in;* ;  it  is  natural  for 
ambitious  officers  «-o  move  toward  po*-**  iMo  hcneCactor*'--the 
yonera  Is,  Mow  else  can  one  he  near  a  yenoml  if  no*-  by  xerviny 
on  his  staff?  And  few  will  fault  an  officer  for  carefully 

DA  Pamphlet  600-3,  p,°-R, 

^  vebort  ,  Ginsbnryh,  “The  Challenge  to  '  llitary  Irofe  - 
g  1  on  a  1  i  sm,  *'  Fovolyn  Aff  irs,  (January  1966),  p,  255, 

^Morris  Janowitz*  The  Profess  iona  1  Soldier  (1°60),  p.  1*6, 
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hie  ©***m  cr^cor  in 


T»>  ^  |«  p  pir^pn 


of  Orfenre  'Vlhlf"  ve  <■(>•'(!: 

It  M  the  1  ^ '  r>  -  r  -<  ►-  ••{"’’t  *'f  everv  officer 

l*o  >*r  ifn' t-  o '*r»*v  !  'O  *"*  **  lift]  Ifvr” 

will  r  iTt*  or  *’!••  ,lv  ■'rrr  ?  t,  ■  *  f  r  from 

1*"''  1 t  1  OtV  ^  I 

*  *)« 

1  !  ty  ‘  MI  Inv***!  *’!"  *•»•••  *;p  *  yr>-  t|  —  t 

f  rs  es  ta  ta  1  1  rJb  f  f  1  ^  If’  i  vo"I''  .1  r*po  9  —  ►#>  1«»  *» 

i@-  Sc# !  r,:^«  ■'O’'  I  ef  i**r  T P* '>*'»'  ►hr  rrr -kr 

►rf  r  r»r>>«  r  I  flff?-  |  n  I  r.f  "Cf»  ►•  I  ^  J  t  ►#  Mi  rr*|ir  (►t^  t  r')  (fl  f  n  ( 

O'wat  |  orxf  (  r”nTl',t  M!i’tW',(BCP,  '>►>►!  ir**-t  ►  1  lat  if'*’.  »!>  m  « r"r*'  ►>  •_ 
r  t  ICVC^  and  *'r1f«’|  It  Is  nf>*“  H  i»*r1  ►  r\  \t  J  »•■»  I  J » t-  s*» 

Of  f  I  epr  n**^*  r  prn^  I  n  I^'wr  lr^rn  Ipn  mrt  rl  n  I  r  n  Inhr 

'  t  I*”*’ls.  Staff  rh  •'  I  p***'  ]r  ,fr  1  I** 

'!«•"'.■> *i'»  a->-*  ro"'j'lf,v.,  ftMfi  li  In",  05*1?*’  l"r  rt*Ki  1°'’ 

p- rK't,''f I ve  wo**I:  r-nt  of  aoldlors  It  jt*et  nhe'it  t'*e  h  •rir «■•  {o' 

oolPff  md  requires  a  lot  *>T  ptfetiw.  Col  one  1  rimer  f o,Mr!  in 
h Is  survey  of  Army  Wiv*  College  st'ideot*  it  1°^°,  that  nearly  70 
of  the  ror, oon-ic" ,-s  hel  love  ho  typical  officer  rhotild  ’.pen'*  at 
least  2A-3*  ;ncnths  with  troop*  a*  n  major  and  1  Icutenani 
colonel  in  order  to  pa  in  nln  1-  <c  proficiency;  nearly  ove.qvnrto 
hoi  i cv o  that  note  thn’i  3*  months  lr  required,  ^ 

Of)  -, 

'S  Hop.artncnt  or  Defense ,  Cfficc  of  Armed  Forcer  Inform¬ 
ation  and  Ed  neat  ion ,  Department  of  Defense  Pamphlet  ’'o. 

The  Armed  Forces  Cffieer  (29  December  lnAC)»p.  3b, 

^’’Inor,  p.  1, 


It  nnry  ire  .varo  of  the  problcn,  b"t  not  too  rainy 

if r  ff thcrrrlvr f  r*'.  1  n^rS  to  poro  t^oop  c* t?t *  * •  T'1  \ s  !r 

’-vicrrtmvbible.  It  It  ’’ord  to  fla#  »"y*>#rfy  "ho  favo-'-  t  lc#e*f 
p'n'"H,w>,  b”t  b’  l>fr«  no  f  caa  !Mr  wv  an  Arf~" 

off  !«»r  c'o  |r«‘»,M*r  *’|«  .•••►y  •  at  d  !•.•!«■  Im  nr  "It  hoot 

rS'VIo’  *1-  -  i  ►o  *»|'  r,i»-  c-  nope- t  i»lt!»!  ,  TM  In^IWlf*  too 
i  {»r •  n  w _  |iff»i  n"  of  f  Jr*-**  f  •fffr  •  • 

rp'<  |p  l{  1  rtf,  ln<{  rl^  cf  *rr#*  •'  r*  •  r«  J  ,  |  «rn  tl«f 

i'P’1  ''concept  rr  t'***  Ar*  reaction  t»  rWif  Ir 

n 

ittit'id*'’  ii’i!  "o.ilr,  nr«r-“  yn*r’  nr  '“I'ffr  orflcor<  •  •  «w^*'  It 

»'tv>r  rot  rr»-  to  AMms  *rt*>  of  •  bo  att Itutwi  ir>d  'onlr  of  tbe 

troopr. . 

It  l«  doubtful  vh  ithc’*  (PI'S  ca*’  provide  enrlv  I r prove vent 
of  trnoo  tnlt  lcndorahlp  and  •fl.innrc.Tont.  CUE  cell*  for 

"  Incro.ir  ( !n°  )  profess  Jon.i  1  competence  of  the  officer  corpr. 

through  "renter  retard  for  ronrentrntod  a  si;  lriwtrt  patterns,''- ^ 
and  It  lr  thoornt  Icn  1 1y  possible  to  establish  troop  duty  ns 
i  enroor  field  for  offlcorr.,  Put  It  ray  veil  prove  Inprnet Icn  1 , 
Pin  In  Ine*"tln  aril!  rote  It  difficult  to  ebnnpe  officer  career 
patterns,  Surely  It  Is  naive  to  expect  .abrupt  chnn-o  to  policies 
which  call  for  n  futitre  colonel  or  "rnml  to  have  varied  exper¬ 
ience  outride  of  *-roop  duty.  The  offlcorr  responsible  for  policy 


CPMS  Mosn.V’P,  p,  1. 

33Ibld. 
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dcsiyn  It,  <a*-  least  to  decree,  on  *-bc  basis  oF  ►heir  own 

oyper  ienrr--which  has  *'cen  varied.  ’’owever,  by  chany  tv 
►fM  Heat  joo  policies ,  mybe  v*  can  b.ave  oirr  cake  and  cat-  it, 
too, 

II  !  AT  I"  • 

A»vri  the  ■4r*ftc*’f  O'  |TT'  i*nr  |  "f»!  ley  In  *  itf  |Vn*  n>  ,  »*v 
Idf"  of  linlil  1  if  If  >kc  Asro,'  b,v  *  fco^  fponwi*  ujth  Iwjtrwji^ 

it,  The  T»rk.  in  of  r<v,'v  ny,  *aftalion,  and  brigade  cor*‘~rndr,“'  if. 

9  novo  veil  calculated  to  improve  Vftfc*  ionoli'"1.  It  is  veil 
i'ofrvn  •  V’O  a  f-n-r-mr'  eh  n~c  often  herds  a  company  nr  battalion 
-i^ht  ont  of  shape --even  v:hcn  eucre  i1-  no  d inintition  in  ability 
of  th.c  new  lender. 

however,  bend  in;  occurs  tiro  after  movement  of  other  officer 

with  troops,  Rapid  turnover  in  a  Brigade  -3  section  has  a 

disruptive  effect  or  four  to  sir  battalions,  Frequent  "iianye  of 
officer  supervisors  in  the  Division  AG  section  has  the  same 
impact  on  the  whole  division.  Does  anyone  kne  a  1971  Infantry 
colon.nl  or  lieutenant  colonel  (P)  who  served  ns  a  division, 
brigade,  or  battalion  staff  officer  through  two  consecutive 
training  cycles?  They  arc  very  scarce.  It  does  not  take  much 
imagination  ro  visualize  the  improvement  in  unit  proficiency 
(and  morale,  and  esprit)  resulting  if  all  the  officers  in 
divisions  were  held  in  their  jobs  for  two  years. 


Lxcopt  for  the  commanders  mentioned  earlier,  Army  policy 
on  officer  stab  11  1  rat  ion  doer  pot  rvtoiv!  to  troop  in  it*;.  Ore 
ronnlatlon  rend'  : 


Stabilization  of  "cr^onne!  !*  necessary 
for  certain  Tlt^,  .1  foe  !<•<;, ,  ’rd  ctlvltlr* 
wVn  mw"il  e,  iri»-  1  f>r  do  "ot  -ro» 
vldf  ri  o"tl  1  X  -llf  err 

nnjt»  »*•>•  r^o«nr*  t*‘f  M-’tf '■*  t*VCi  of  t  *»C 
rn'er^n*  '•d  the* re  pjt  "rfffit  r**r  * r~,‘ 
l*v  o  to  *V  public, 

A!!  nr  the  followin'*  office^  a  1  ere  stabilized  fo*- 

V  : 


Cf f  ices  of  the  Joint  Chiefs  of  Staff 
O  mb  food,  Joint,  Unified,  or  Allied  >ad« 
quarters  and  lash  Forces 
Offices  of  the  Army  Staff 

Staff  ..nd  Faculty  of  Service  Schools  (field 
"rode) 

Headquarters  of:  AT,  CDC ,  I.  TC ,  STHATC'T  , 

KTKTS  ,  ASA,  (JCMAKC,  AH  ADC  U  ,  Cl  I’S 
Armies,  etc,"' 

Why  should  stabilization  at  schools,  IMC-F iss  ions ,  and  high 
level  staffs  have  hi  fiber  priority  than  troop  duty?  If  we 
stabilized  officers  only  at  places  where  discipline,  drops,  race, 
morale,  and  readiness  problems  arc  most  prevalent,  it  i s  not 
likely  West  Point,  Fort  Pennlnp,  Addis  Abbnbo,  and  the  Pen tar on 
would  rank  very  high  on.  the  priority  list. 

Of  course,  it  is  comforting  to  have  pood  officers  locked  in 
for  extended  periods  as  the  Assistant  to  the  Deputy  Assistant 


2A 

VS  Department  of  the  A.rmv,  Army  Herniations  o,  61A-3: 
Assignments,  Details,  and  Transfers  -  Stabilization  (21  August 
\9b9)  p.  1-1. 

"’Ibid,,  p.  A-l, 
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in  CC.D,  Assistant  Professor  of  ''athctat  Icr.  a.t  Wt*t  1‘olnt,  or 


Author-  In  cN«r«t  of  Arvf  *ro*io  In  th*-  R#f»,«>»rw4» 

at  1  Mvcnvfjrt *■ .  Vr  have  prwvlnff*'  o’T'i'  Ivm  it  |s 
pbcr<  vher*  A>r»y  will  !«  Ht  M»vw*ly 

►  •it,  f y  rr-  \rbx >  p  v!»wpntnt  |  Jlrvo I  |  r-  *-»v*  •  ■■  p  >r •  ,*»t  'Hn-1 

|  *»*•>  t»t  *>it  fn1  In  »nr»'  n+hrrt  ym»M  •  c>r*t-  officer*,  »"•' 
r *-'r<  fjrr«r  offlcir  •  •»rvlee  »e,,«'oj^*  *rrv|  civ’ll  ” 

•  cr«  tor  lot*'- ,  con  r»  ss  and  rn^wals  at  the  Pontnpoe  nod  other 
I  1  level  raffs;  on*1  «d\* la  In?  fort  1  n  armies  arc  pot  duties  of 
ovnrr |H  r  importance  rlpht  pov,  Uovevor,  It  is  qnwrt  Important 
Phot  vo  start  do  In;*  a  hotter  J oh  of  l«»nd|n«  apd  r  mo  itv  ovr  ovp 
■oMIf  rr. .  'here  ir  a  single  statistic  vhlch,  perhaps  hotter  than 
on”  other,  tells  how  sorry  o  job  me  ore  doinp  In  this-. the  Ann’’ 
firr.t  term  men  1  istmeot  rat<  .  Ar.  of  'ay  1°?2,  vo  ovo  only 
rota  Ip  inp  9, l**/-  of  tlioro  eligible  to  rrcnlist.  Thir  ir  down  fro-’ 
lh,5’'.  in  l°7l  and  0  in  196f  ,  ^  Surely  Any  retention  would  be 
hotter  than  that  if  soldiers  porco  ivod  for  themselves  satisfy inp 
service  in  professional  organisations  staffed  by  officers  who 
know,  as  a  direct  result  of  years  of  experience,  exactly  what 
they  are  doinp! 

Would  it  not  be  feasible  to  steal  tine  from  ass  1 pnnents 
now  stabilized  in  order  to  provide  officers  more  time  for  troop 
duty?  lot  us  hypothesize  us  ins  the  five  officers  previously 

26 

US  Department  of  the  Army,  Deputy  Chief  of  Staff  for  Per¬ 
sonnel,  Stren  th  of  the  Army:  DCSPKK  66,  (l’)  Part  II,  Gains  and 
Losses  to  the  Active  Army  (21  May  1972),  p.  29 
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the  rwcl**  ion  *’d  r< cevTudit Inn  which  folleiw 
*r»  Immm#  on  the  M*ly*l«  of  c*r*>**r*  «*f  Jnf’otrv  officers,  it 
!••  ror,i  leiere**  the  ••  ami"  ro  nff  Irt??  of  the  eth*T  ro-d>it  an*1 
*  p^ort  r  ,  -  w.>  1 1 . 

A*- *y  orofc  t  1  ona  1  ier  cm  he  i"**' roved  i-1  i  •■'onniu  ful  "ay 
only  !>••  Improving  troor  unit  pror«*ss  lonit  Irn,  Troop  unit  pro¬ 
fessional!*  depend  -  on  the  profr  '-iortall*  t  of  their  officer 
supervisor*.  There  officer  supervisor*  cannot  breone*  fully 
competent  in  croon  jobs  by  spending  or.ly  onc-fotirth  to  one- 
third  of  their  n id- career  service  uith  troops- -rr pee  in  1 ly 
v’ben  avers  in-  leer  than  one  year  per  job. 

The  CPM-j ,  designed  to  improve  officer  profostc  i  onn  1  isos, 
nroniser  prertor  reran!  for  coneentrated  assignment  patterns. 
It  laelr  specificity  repardinp  troop  ass i enroots ,  ho>  ever,  nl 
continues  to  stress  officer  career  dovelop^ont  for  the  sa’-r  of 
officers  rather  than  for  the  pel-n  of  soMlers  ane'  the  \rry.  Ir 
any  case,  the  (  P"  f  *  h-.T  111  require  pr-adunl  chenyo  spn-nn  In* 
several  years  .  .  and,  therefore,  offers  no  irwiedlate 

o  7 

solution  to  the  prohlrp  of  itprnvin  An-y  profess i onn 1  irn. 

f.ft  the  other  hand,  by  randifylnp  stabilisation  policies 
for  officers  in  troop  duty,  hn'sec1  Sate  l-proveuent  of 

e'  ia  ’C ,  p.  3. 


t»-0<V  Jop.i  1  i can  be  realised.  ,!y  lon'-then  inn  the  ti’-o 
officer  *  i  tp  rvisw?  cvp  opposed  to  troop;,  ro  c.a  r  in  cron  sc 
Ar»“  chancels  nf  ao’1  irvin-  all  vol'nlccr  status  th  if  f  irca  1 
ir  accor*i in"  t'1  the  President*!'  ti^f  iaHc, 

I':  5;;  tb  ref or o  r^co*  a;v!od  t’’at,  in  "»!r!  *tloo  tn 
ii’c.o’":l  jci’in'’  the  of) i oc t i v*>  of  1  If  S  tint  pertains  to  concen¬ 
trated  i vr  ont  patterns,  ropnlat i ons /pol  i c i **$  be  revised 
nor  to  Ftabi  1  ire  officers  in  t’’oir  jof;s  in  <2  Ivls  iwip  and 
cowpnrubl#  nrroniPPC ion*  Tor  24  to  '<4  vo"*tivi,  \r,  a  "onf'r’’  1 
rule,  r  *  ’of'  ntohi  1  irntiou  should  into  priority  ahead  of  any 
othc"  duty, 

fiily  thro>M''h  nr.n  «yn*»rnt  policies.  that  provide  fny  m. 
vented  troop  tours  of  significant  duration,  vjll  t'^o  Array 
prepare  a  cac'ro  or  profess  ionall--  co.’pctent  vr  r  :  corn ,  ,,oro- 
over,  such  ass.  ignr>»nt  policies  constitute  our  her t  tools  for 
building  a  PP. !.'!■' HC QUA!  JTY  All  Volt«rto#r  Arsty ,  In  suck  an 
Amy  vc  fill  not  h-’ve  to  s  tm  *n  to  wet  enlistment  and 
rocn  1  is  t  rent  objectives  ,  .e  vill  bo  able  to  picb  and.  cboose 
Cror  ni’OP'  the  host  clavecins  to  pet  in. 
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